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Abstract 
The expectations of the Moroccan citizen towards the evolution of the environment have made that the Educational System (ES) 
requires good governance through the establishment of tools; processes and mechanisms based on management by projects, 
hence the need to put in place an organizational scheme that would meet the needs of the ES. For this purpose, a project for 
updating the functional organization of the Department of School Education has been proposed. This research through a field 
investigation with various officials resulted in levers of accompaniment that will evaluate the proposed organizational scheme 
and encourage its implementation. 
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1. Introduction 
     The expectations of the Moroccan citizen towards the evolution of the environment have made that the 
Educational System (ES) became complex and requires good governance and an effective management. Thus, this 
system has known several mutations, particularly in the organizational structures that constituted the base and  
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support for  educational reforms. However, with the advent of the emergency program (EP), aiming to give a new 
breath to the operationalization of the goals of the reform undertaken in the context of the National Charter for 
Education and Training (NCET), this implementation requires the establishment of tools, processes and mechanisms 
based on management by projects, hence the need to put in place an organizational scheme that would meet the 
needs of the EP. The obligation of results that underlies the EP caused a transformation in depth of the management 
modes for the renewal of the evaluation policy of the Moroccan ES by clearly defining responsibilities. To this end, 
the implementation of the EP must put an end to the anterior practices by adopting an innovative project approach 
with the implementation of a solid control plan of the EP. For this purpose, a project for updating the functional 
organization of the Department of School Education (the DSE) has been proposed, it is meant to define entities and 
allocations of the DSE levels: Central, Regional and Provincial. This research through a field investigation with 
various System officials i.e. [Directorate General (DG), the Direction of the Regional Academy of Education and 
Training (RAET) and Provincial Direction (PD)] resulted in levers of accompaniment and conduct of change that 
will evaluate the proposed organizational scheme and encourage its rapid implementation on the ground at the level 
of the RAET and PD. The diagnosis has enabled us to collect the maximum information on the degree of ownership 
and relevance of the new organization at the central level, the degree of involvement of stakeholders in its design 
and implementation, as well as their perception of the projection of this scheme at a regional and provincial level. 
The results of this diagnosis confronted to a reference model or tool, often used to understand the dynamics of an 
organization or to restructure it (McKinsey model), led us to conduct a subsequent field investigation. The research 
methodology adopted was based on an interview. This tool will collect primary data when processed will lead to 
results to be presented in the form of recommendations to stakeholders and decision-makers as elements of the 
contribution to the adaptation of the proposed scheme to the AREF and PD. 
2. Field Investigation and Analysis 
    The relevance of the subject was tested by conducting open interviews with a sample of managers from various 
decision-making levels of the sector. Thus, we had the opportunity to become aware of the reasons which led to 
think of the introduction of a new organizational structure. The meetings held highlighted the role of each layer in 
the decision-making success and achievement of the PU at all levels, both strategic and operational. Therefore, we 
found it useful to focus on the following key aspects: 
- Structures and patterns to incorporate into the new organizations at both central and territorial levels;  
- The role of the central stakeholders in the implementation of the organization of AREF: support, assistance 
and change management levers;  
- Joint headquarters and AREF for more coordination and monitoring of PU projects.  
This exploratory phase has invited us to integrate important aspects along the lines of 7 S McKinsey. This model has 
been operationalized through interviews with a sample of industry leaders.  
3. Results and Synthesis 
    To do this, we will develop different proposals from central directors to create good images or projections of their 
entities at other territorial levels, mainly those specific to AREF directors, showing their vision on regional structure 
in relation to the central and finally suggestions from provincial delegates on their way of seeing the evolution of 
provincial entities to perform their roles in harmony with the higher levels. We held we organised * the 
correspondence between the axes of the theoretical model (McKinsey), and interview questions. And similarly the 
analysis and synthesis of responses adequations with the axes of said model and responses to interviews. 
 
 
 
 
 
* http://www.mindtools.com/pages/article/newSTR_91.htm 
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3.1  Strategy 
 
      The Ministry's strategy is clearly defined under the Emergency Program, through four strategic axes, also known 
as strategic spaces, defined as follows: 
1. Make effective compulsory education until the age of 15  
2. Stimulate initiative and excellence in high school and university  
3. Face cross-cutting issues of the system  
4. Provide the means to succeed  
 
3.2  Structure  
 
      In this context, we will quote some proposals and suggestions for the integration of new features in the proposed 
structure, taking into account, of course, the specifics of each region, the proposals are not exhaustive, but limited to 
opinions of stakeholders encountered in this research. According to the business of each of the interviewees, it is 
necessary to focus on the need to set up at the regional and provincial structures the following entities or businesses: 
 
- For the training function, it would be to provide a regional training facility that could be laid down, at the 
territorial level, in two cases:  
- First case: if AREF contains a regional training center: the envisaged scale of AREF entity may take the form of 
a division with two services, one for the initial training and one for continuing training. These services should be 
broken down in the same form in provincial delegations.  
- Second case: if AREF is a General Directorate with two divisions: training should be domiciled in the direction 
managing staff training, available in two divisions within the AREF in the same manner as in the first cases (initial 
training and continuing education) and at provincial delegations in a division for managers training declined to 
turn into two services (initial and continuing training). (…). 
 
3.3  Systems 
 
- Tools in place are adequate and satisfactory because they are based on new management methods that promote 
accountability and the involvement of all, they insist on results and not the means, thus making it easy for any 
monitoring or intervention operation to correct and evaluate. However, the project management requires a lot of 
efforts to put it up.  
- Training of project managers, is necessary in order to manage the financial aspects of the project manager, 
making it easier to avoid the predominance of negative budget officials in AREF.  
- Further development of specific operational manual procedures that clarify the obligations of each party 
regarding the management of relations with the social partners (associations, unions, ...) seems crucial, especially 
among provincial managers. It seems also imperative to equip provincial delegates with sufficient tools to meet the 
objectives of PU. 
- However, it should be noted that currently some stakeholders work with processes quite out of step with the 
philosophy of the methodology adopted by the PU, knowing that everything goes through the hierarchy, that is to 
say, all decisions are taken by the first provincial or regional manager, while PU has implemented a project 
manager responsible for the success of his project.  
- The followed approach, tools and methodology at the declination of PU to regional and provincial levels have 
led to changes in structures. For example stakeholders feel more responsible. They give more importance to the 
reliability of statistical data which promotes some kind of fluidity in hierarchical relationships and the concept of 
team work as well as the culture of teamwork which is established slowly but surely. (…). 
 
3.4  Style 
 
- To maintain credibility and gain the trust of partners in the administration, PD is a manager who has to work on 
the ground, do outreach work, go to the establishment to see the daily management of human resources, to ensure 
the preservation of school time and manage conflicts at the right time and on the spot. It may be internal conflicts, 
that is to say, between the staff of the delegation or external, between representatives of the delegation and other 
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natural or legal persons (entrepreneurs, service providers, governments, parents of students, local agent of 
authority, ...)  
- On the other hand, the territorial manager is required to adopt a participatory management involving all its 
employees, to adhere, while making them accountable to the segregation of duties with the necessary motivation in 
order to mobilize around different activities and sites to lead effectively and efficiently. (…). 
 
3.5  Staff 
 
- Officials met in the framework of this investigation, unanimously expressed the urgent need for new skills, either 
through recruitment or via appropriate trainings for different tasks and responsibilities. This would allow choosing 
the necessary skills, putting the right person in the right place and enhancing existing skills.  
- For example it seems necessary to recruit engineers to monitor and control the infrastructure and other specialists 
to meet the projects of the PU.  
- Note that the AREF and DP are in a welcome Scheme of approximately 7 million students, these entities are 
absorbed by the everyday activities and the implementation of core programs, thus, confronted to resource 
scarcity, they designate a person on multiple sites.  
- Hence the need to upgrade human resources in project management and on management. Mobilization by 
motivation, transparency and recognition are needed, so the stakeholders feel that they bring added value to the 
system. (…). 
 
3.6  Skills 
 
- All interviewees consider training as an obligation and a fundamental need to learn new practices and provide 
the organization with comprehensive training at all levels with a multiplier effect.  
- Adding new business requires the support of regional and provincial authorities in recruitment and training of 
new skills, particularly in the areas of:  
- ITC (mastery of the basic principles of computers: desktop, communication via internet, intranet, ...).  
- Infrastructure, equipment, financial management and other: you cannot execute contracts by service agents, 
making communication and human resource management by teachers without any prior training.  
- Communication, knowing that we suffer from a deficiency in this sense, many problems have their roots in the 
lack of communication.  
- As an indication, the job of provincial delegate requires continuous training knowing that knowledge 
management are evolving. The more you master new skills in text and law management the more you give the 
maximum to achieve results. (…). 
 
3.7  Shared values 
 
- Changes induced resistance that we can overcome with communication and information, it is to convince the 
stakeholders to capture the spirit and soul of change and not its form. Thus it seems appropriate to show 
stakeholders the benefits of change and to motivate them to join the new organization.  
- Among the shared values observed in the responses of the interviewees, we note the engagement of stakeholders 
in the implementation of the new organizational structure, and their willingness to its implementation on the 
ground quickly, and their predisposition to fight against any behavior aimed at slowing its development on site, 
and that is through communication, information and the involvement of all.  
- As a synthesis of diagnosis in relation to the validation of assumptions and research problem, we could confirm, 
based on the responses of the interviewees that the proposed organizational structure meets the strategic choices of 
the department with a guaranteed effective organizational alignment, an optimal management of key concerns of 
the emergency program and conditions for its successful implementation in line with the project approach. Thus 
the approach for the proposed organizational scheme to be implemented at the regional and provincial levels, 
contributing to a better implementation of the Emergency Program seems clear and precise through the various 
recommendations made at the meetings of the investigation field, while leading a change management quickly and 
efficiently by pressing the levers available. (…). 
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4. Findings and Recommendations 
     By analyzing the responses of different stakeholders interviewed and by comparing the results of the 
investigation to the field components of the model of McKinsey, this approach would identify recommendations and 
actions for policy makers in order to define the rapid implementation of the organizational structure plans. The 
results generated previously, are the bedrock on which is built the deployment of organizational scheme. the 
following recommendations will be operationalized into practical action plans, the objective is to propose ways to 
improve the organizational structure and its rapid deployment in the field. 
4.1. Suggestions for improvement and deployment of the organization 
      The proposals presented in this section are the result of a comparison of the results of the investigation field, 
benchmarking and concepts of management structures and organizations in line with deployment with the 
Emergency Program. Thus, the stakeholders met insist on multiplying efforts to opt for a good organizational 
structure to implement gradually with installing its new structures. This would require to go through a testing phase, 
this is the one we saw today at the central level, knowing that the current scheme is not official yet, it is 
experimentation and testing. This phase of testing is continually accompanied by the necessary adjustments 
iteratively, based on the results of each test. Hence the importance of the involvement of different stakeholders: 
inspectors, teachers, principals, and stakeholders in a process of consultation and participation. The success of a 
good organizational scheme depends on a careful selection of managers for the various positions and planned 
functions. Therefore the information relative to the process, the general responsibilities of different entities: 
branches, divisions, services, and in relation to space and organizational mechanisms at all levels. In sum, it is 
important to seek to ensure good coordination between central and regional administration, ensuring consistency 
between the AREF structures to work in synergy. Rigorous support is essential to take advantage of existing skills 
somewhere in the system. To this end, the central government is allowed to develop standards and criteria for 
defining instances to establish in each region or provinces with reference to the specifics of each territorial level, 
taking into account different spatial, socio-economic factors and other factors in determining the adequate and 
reliable choice for a given structure. We cannot generalize the same model structure to all AREF and DP, for 
example, we can refer to the case of a service of private education in some delegations or the case of an entity 
fragile populations. Think, also, of officials performing functions currently and tasks could disappear with the 
arrival of a new organizational structure in order to avoid frustration and as a result of blocking points and 
reluctance to deploy the proposed scheme, one should predict this effect of integration through education, 
motivation and recognition solutions. 
4.2. Levers of coaching and change management  
       The proposal for a new structure induces a change that would require an adaptation of stakeholders to change, 
but this cannot be done abruptly and in a hurry. However, it is necessary to conduct a driven rapid change in the 
AREF and delegations, given the expectations of the emergency program and the advancement registered by central 
administration in the implementation of the new organizational structure. Moreover, for successful change, three 
prerequisites are considered: innovation and its diffusion in the organization, the ability to listen to the wearer and 
the flexibility of the implementation of change. Nevertheless, finding the proper innovation is not just a job, but 
rather follows a constant back and forth between the analysis and the field. There is therefore tentative, assessment 
and adjustments. Stakeholders in the field provide critical and they will be more constructive if the problem has 
been explained, redefined through their language and their level of maturity and understanding. To do this, it is 
imperative to gather information, hence the need, first, to listen well, communicate well enough to perceive the 
speaker to reformulate the idea consistent with his behavior, his way of perception. Given the complexity of this 
task, it is essential to respect certain simplifying rules, namely: 
 
• Proceed gradually to intermediate objectives; 
• Setting a first step towards a global goal as it will then be refined;  
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• Conduct regular short-term evaluation points (milestones) in order not to commit too many resources if the 
direction is wrong, use as needed prior experimentation. Making a change is achieving constant back and forth 
between the field and reflection. This iterative process can modify, adapt reflections relative to expectations and 
reactions of the ground. 
 
Three phases of preparation are recommended, the first two phases are listening and sharing, they allow to analyze 
the context and to highlight the concerns and ideas of the land. The third phase is a targeted experimentation to 
avoid success that might be called a lucky strike, experimentation success allows the leader to engage strongly to 
enlist staff, mostly excluded of the project. So by removing organizational barriers to people ... that the project will 
succeed. Finally, achieve change has some immutable concepts whatever the medium in which it takes place. 
Communication is mainly a matter of listening, it allows the collection during the constructive iterations between the 
field and reflection necessary information. This process of delicate and complex change, must be controlled in small 
steps by giving intermediate objectives. 
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